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Assistant Director, Reports and Estimates 10 October 1949

Aeting Chief, Staff Intelligeme Division

Difficulties in production of TH=232 as related to Pubure
smergency procedures —

1, Tt is believed that one of the purposes in the production
of TH-232 was to test the functioning of the present intelligense
organization mder emergeney conditlons, This report centalne some
obeervations upon the fumetionlny of the inmtelligence nachinery
during the experiment.

2, D/St was informed orally before lunch on 4 October that a
quickly coordinated imtelligence menorandum was reguired estinating
the gonsequenscs of & reported Czechosloval demand for withdrawal of
the Yugoslav Anbassador, Fventually, these terms of reference had

3, Wo deadline wes specified in the original demand and a
ecuplation date of 7 October was set. with an interapency neeting on
the 6th, When greater urgency was indicated (about 1430, 4 October--
‘gt111 with no specific desdlinme), it was decided to hold an inter-
agency meeting at 1100 on 5 October and attempt final coordination
and delivery by tho morning of the 6th, Calls were irmedlately made
{at 1500) to sll of the agencles to alert them on the schedule, This
Pina schedule was followed witil 1245 on the 5th when new orders were
received to deliver the fully coordinated copy by 1700 that day. Calls
were promptly nade to the neies glving them this new deadline,

‘ ) f1nal action by 1630, Betweon 1630 and 1700 the delivery
time was delayed to 0900 the next day.

i \; 4. It was understood that the DCT had personally made an effert

i 3| to assure that all measures would be trken in the Agencies to allow
Q‘* %i elearance of the paper with the utmost possible efficlency. It alsc
x *| ghould be memtiomed that the subject of the Yomorandmn was relatively

Agency cooperation weres (a) failure to meet a 1630 coordination dead=

14ne on the Sth; anmd (b) apparent failure of Army o make arrangements

N for oot tion in accordance with the DCI's reguest. (1t is believed
" that the Navy's dissent unsatisfeetory as 1t may have been as a justifi-
Cghle 1 sotually a resuld of

il
i & simple and ems on which 1% should not haye been herd to gain quick
Olw 2N eemont., Tt is balieved that, lacking either the pressure from above
VD . % ar the nom=sontroversial subject, troutle would have developed with
% € & the Agencles which would have made the cooperation received from then
7;;3 : case wmlikely, As 1% was, the omly discrepancies noted in

e
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5, Performance within CIA may be summarized as followss

{1) Tue analyst primeipally concermed in the estimate
was out of the bullding when the project was armommeced, and no
abtempt seens to have been nade to recall him although his services
were prosunchbly vitally needed.

} Mo sense of urgency seems %o have been inpressed
apon the anslysis who d1d go to work on the problem when it was
bronght to them, They, therefore, seem 4o have done vory little
direct work toward the production of 2 paper during the first afterncon.

{3) Thers was & tendency ln the Division to spend iime
complaining about the nature of the problenm instead of working on it.

{4) At the end of business on the l,th,ﬁnstmzctiom seen
4o have been given to Plvision analysts as to the unusual clreumstances
swrromding the paper, and mo work seems o have been dore on it after
1700, Technlcally st least, fifteen and e half hours that could have
besn devoted to perfoction of an agreed Division dralt wers lost.

Tha&raftshmmtcﬂwhaaﬁofthemﬁﬁcalmh
in the morning was not satisfactory to hin, still was not satisfactory
whon the o begen at Y100, After the meeting he hurriedly dictated
s verston which was intemded to incorporate sugpgestions put out at the
mtﬁ. This draft, very slightly edited, wmas tre ome actually cir-
ewlated to the igencies for final concurrence.

hgg) whe draft needed in D/St.at 1400 was not delivered
untdl about 14203 at no stage in production was there time for impartial
editorial review. Because no change could be mede in the paper withoul
agrosment of all agencies, 1t was irpoosible to make chanzes suggested
as a result of final coordinstlon.

{7) Obe result of the above handling of the draft was a
paper which may have represented a sound estinmate but was not carefully

phrased,

) For physical communication in the case of any sort of
¢oordination, ORE must rely on tclephones, courlers and nectings., The
firet is insecure; the second smd third cusberscme.

{2) Persomiel in D/St were on the telephone constently
en the £ifth, their time for the mogt part being ineffieiently used
eslling the four ageneies in rotation. (Some calls fafled in their object
beoause 511 persomnel to be reached were at lunch: under real emergency
conditiona, it would be nccessary to gtagger lmnch hours,)
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N (3) /st had to make use of couriers when every minute
{$heoretically at least) counted, The CIA courier system, however,
proved inafecule in an emergency, as it 2lways had in the past,
begause the central service evidently lacks sufficient persomnsl,
Only one covrier could be furnished to make deliveries in two widely
m buildings, and it was with some diffienity that he was

"~ {4) To save time, it was decided that & D/St representa-
tive should nmoake ome of the deliveries, using s CIA car, The latter
service, however, proved.pséless in the emergency. (Briefly, the car
had already been requisitionsd, and the attempt to explein why D/St's
request took priority proved more time-consuming than it was wovth,)

A private car was therefore used, which, under the ecircumsiances re~
quired the time of two persons from D/5t.

{5) It is noted that many of the difficulties above
could have been eliminated Af the IAC had been linked by a teletype
systenmt the neeting would not have been nesess:ry; rototion telephoming
would have bean accomplished in one teletyplng; changes requested in
s ﬁi&aﬁ&i draft by one ageney could heve been nede in the mowledge
- others,

‘ That all relevant components of 0N be instructed to set
up progedures Lo be used in emevrgencies, applicable %o the individual
somponant or to seversl vhen joint section may be reguired, It is sug~
peeted in this comnection that a pre=arranged signel be adopted whose
raceipt would indicate a2 genulne emergency.

B That e teletype circuit comnecting s1) mgencies, and secure
for Top Secret, be instzlled st the earliest possible date, _

§» That in sddition tc (b) means be found through which couriers
and fransportation would always be availsble to ORE under emergency cou-

ditions,

-3 -
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Approved For Release 2001/03/02 : CIA-RDP78-01617A000700230005-1



Approved For Release 200ug3102 CIA- RDP78 01617A000700230005 1

!nelasm'a &

Asgumed Time Schedule for Production of Il232 Had ’iecomezxiad Emergeney
Procedurss Been Established

Alsiobar

1200 = Description of project delivered to Division along with emergency
aignal, Division Chief calls in al) needed personnel and arranges
for systematic produciion of draft within tize alotted. :

1205 = Agencles simultaneously informed of project by teletype, including
sxset terns of reference and proposed time schedule. (Changes in
deadlines likewise reported as received in TRE,)

1230 = Bizte draft ou svbject deliversd simulioneously %o CIZ and TAC
Agersies, glving CIA time to use it and Agencies time to study i,
Any other agency drafts or suggestions delivered, ORN works on its

draft frem 1800 2 long ac necessary to comzlebe paper satisfactory
to Division and to B/5t,

<.0ctober
0900 =~ Completed CIA draft sent by teleprinter to ell agoncies.

1100 - Teln confererce st which changes are offered and incorporaied;
dissents agresd if necessuzy.

1400 = CI4 delivers final Jraft by teletype.

1400 =~ 1630 Agencies suggest any lasteminute ehanges which ean then be con-
gldered and cleared by teletype.

1630 = genzy congurrence or dissent delivered, initials indicating aetual
W&.}. of rasponsible officers.

‘“Aw
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HOTES

$+ The above schedule was purposely nade out to imnvolve the same period
of time as thal consumed in production of 1232 to same stage of development.
The result would have been, not quicker yroduction but better coordination of
a better draft, Obviously, however, time could have besn saved, If necessary
it shemld have been possible (a) to coordinate a draft by 1700 on 4 October,
or {b) to have completed one during the nizht, or (c) to have had the job
fisdebed nuch earlier on the £ifth,

g': The feasibility of the teletype conference for the purpese noted above
would have to be tested. Tt night be Pound :weferable to have a verdal con-
ferenge instead, to have & verbal conference in addition, or to have Agency
represantallves prosent in the CIA teletype office during the teletype con-
ferencs, It is noted, however, that the preference for face-todface discussion
of papers is probebly a result of habit, One happy resuli of the prinmter com-
ference should be the elimination of superfluous chit-chat seldon absent from
the round-table, C e :
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